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Special Issue on Human Resource Competencies 
James T. Kochanski, Special Guest Editor 


3 Introduction to Special Issue on Human Resource Competencies / 
James T. Kochanski 


Building Competency Models: Approaches for HR Professionals / 
Richard S. Mansfield 


Two widely used approaches to competency model building—the 
single job approach and the “one size fits all” approach have limita- 
tions when competency models are needed for multiple jobs. This 
article describes the requirements of multiple-job approach to com- 
petency model building: A set of common building block compe- 
tencies, provision for customization of competencies for individual 
job models, defined levels of performance for each competency, 
and a quick, low-cost approach to model building. The article con- 
cludes with a discussion of the competencies needed to implement 
the multiple-job approach and of trends in the workplace that are 
making this approach more attractive. 


Designing a Competency-Based Human Resources Organization / 
James T. Kochanski and Donald H. Ruse 


New organizing factors are emerging as human resources profes- 
sionals seek performance breakthroughs, with process and compe- 
tency emerging as key factors in determining how the HR function 
is organized. While the process focus rides the wave of interest 
in total quality management and reengineering, a growing number 
of organizations see competence as the key to enduring perfor- 
mance and to making HR most effective. This article combines 
experience from the authors’ work with some emerging possibil- 
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ities to describe a comeptency-based approach for designing a high 
performing HR organization. 


Using Competency Development Tools as a Strategy for Change 
in the Human Resources Function: A Case Study / Debbie Morris 


This case study explores issues in building and implementing 
competency-based development tools for an HR organization in 
the midst of fundamental change. The case includes a realistic 
appraisal of the critical design decisions; marketing strategies, and 
implemertation success factors required for using competencies to 
articulate and foster understanding of a change effort. 


A Competency Profile for Human Resources: No More Shoemaker’s 
Children / Karen Gorsline 


This article examines the efforts of the Bank of Montreal’s Human 
Resources Department to build a competency profile for its newly 
developed role of Human Resources Relationship Manager. The 
article outlines the background on a competency-based pilot project 
used to help align individual performance with business strategy, 
followed by a description of the project methodology. The compe- 
tency profile is presented along with observations and learning 
during the various stages in the project. 


Critical Competencies and Developmental Experiences for Top HR 
Executives / Tom E. Lawson and Vaughan Limbrick 


This article describes the context and methodology used in for- 
mulating and validating a senior-level human resource compe- 
tency model for professional development. The development and 
implementation of the architecture for the model, including the 
provision of various developmental tools and experiences, was 
undertaken by the Society of Human Resource Management, a 
professional association dedicated to the advancement of the hu- 
man resource profession. The purpose of this effort is to specify 
benchmarks for professional competence building and to reposi- 
tion the emerging role and processes associated with the human 
resource function in responding to the changing organizational 
and competitive challenges facing United States-based, multina- 
tional organizations. 


Downsizing and the Hyper-Effective Manager: The Shifting Impor- 
tance of Managerial Roles during Organizational Transformation / 
Alan T. Belasen, Meg Benke, Laurie N. DiPadova, and Michael V. Fortunato 


This article describes how managerial roles change in importance 
during periods of significant organizational transition. An inter- 
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disciplinary approach reveals that (1) the competing values frame- 
work is a useful framework for examining this question; (2) the 
transformational roles increase as expected during downsizing; 
(3) three of four transactional roles also increase during downsiz- 
ing. This last counterintuitive finding is illuminated by the inter- 
disciplinary model developed. Overall, managers show significant 
evidence of hyper-effectivity—a state of high performance that is 
likely to be unsustainable in the long term. Implications for human 
resource practitioners and researchers are discussed. 


Competencies for HR Professionals: An Interview with Richard E. 
Boyatzis / Interviewed by Arthur K. Yeung 


This interview provides an opportunity to hear an expert in the 
field of competencies discuss his definition of competencies, what 
competencies HR professionals need today and in the future, how 
HR professionals can develop these competencies, and illustra- 
tions of companies in which competency work has been instru- 
mental in helping those firms compete. 
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133 Seeing Organizational Patterns, by Robert W. Keidel / Reviewed 
by William A. Pasmore 
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143 Editor's Note / Dave Ulrich 


145 Managing Careers in Downsizing Firms / Daniel C. Feldman 


Large-scale layoffs in the 1980s and continued downsizing in the 
1990s have left organizations questioning how to develop the ca- 
reers of their employees under conditions of diminished resources. 
They have left employees wondering how to manage their own 
careers under conditions of diminished opportunities. This article 
examines the issues involved in managing careers in downsizing 
firms from both the organization’s and the individual’s perspec- 
tive. In addition, it explores not only short-term tactics for han- 
dling career disruptions which occur at the time of downsizing but 
also longer-term strategies for managing careers during times of 
little or no organizational growth. 
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The Employee Selection Interview: A Fresh Look at an Old Prob- 
lem / Laura M. Graves and Ronald J. Karren 


This article takes a fresh look at employee selection interviews as 
they are practiced in most organizations. Interviewers’ selection 
decisions are demonstrated to be idiosyncratic and it is concluded 
that variation in interviewers’ decision processes jeopardizes orga- 
nizational effectiveness. Practical recommendations for improving 
employment interviews are offered. 


The Dual-Earner Dad Penalty in Salary Progression / Linda K. 
Stroh and Jeanne M. Brett 


This study investigates four alternative theoretical explanations for 
the gap in salaries between dual-earner and traditional male man- 
agers. The sample consisted of 348 married male managers with 
children at home. They were employed by twenty Fortune 500 or- 
ganizations. The data show that when controlling for work force 
experience and industry differences, salaries of the dual-earner 
male managers increased an average of 59% over five years, while 
the salaries of traditional managers increased by 70%. This gap 
could not be accounted for by differences between the groups in 
human capital or conformance to social norms related to the fami- 
ly. Implication of the findings are discussed in terms of the validity 
of signals, of hours in the office, and wife as resource. 


Communicating Change / Peter Richardson and D. Keith Denton 


Communicating organization change is a difficult task. Many at- 
tempts at change end in failure, and many times the failure is due 
primarily to poor communication and lack of acceptance of the 
change by employees. This article examines (1) the process of com- 
municating for change, (2) some major reasons for communication 
failure, and (3) a variety of successful techniques used in organiza- 
tions. Empirical evidence about communicating for change is also 
incorporated. Finally, guidelines for managers to follow (with par- 
ticular relevance for human resource managers) in effectively com- 
municating for major changes are presented. 


Acceptance of Peer/Upward Performance Appraisal Systems: Role 
of Work Context Factors and Beliefs about Managers’ Development 
Capability / Todd J. Maurer and Beverly A. Tarulli 


This article provides insight into acceptance of peer/upward feed- 
back systems. Participants’ beliefs that ratees can develop their 
skills following feedback were positively related to attitudes to- 


ward the appraisal system. Perceived context variables such as 
development resource availability, social support, and time de- 
mands were related both to these development capability beliefs 
and to attitudes. Importance of the appraisal dimensions moder- 
ated the influence of the development capability beliefs on atti- 
tudes and also contributed to attitudes. Beliefs that raters had ade- 
quate opportunity to observe relevant behavior were also related 
to attitudes. Implications for human resource practice when imple- 
menting these systems are discussed. 


Executive Forum 


The New-Breed Approach to 21st Century Human Resources / 
Bonnie C. Hathcock 


In this article, Bonnie Hathcock shares her approach to 21st cen- 
tury human resources. When the CEO for one of the USA’s large 
telecommunications companies selected Ms. Hathcock as chief 
human resources officer five years ago, she had not spent one 
day in a personnel or human resources assignment. Now after 20 
years of corporate life she says, “I love this dynamic profession 
and have discovered my perfect fit in corporate America.” Bonnie 
and her team of human resource professionals have launched a 
progressive human resource strategy and a creative organization 
design. Their approach is new-breed, strategic, and refreshingly 
unconventional. 
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261 Editor’s Note / Dave Ulrich 


263 Guest Editor’s Note: Building Intellectual Capital through Partner- 
ship—The Center for Advanced Human Resource Studies at Cor- 
nell University / John W. Boudreau 
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269 Open Door Policies: Measuring Impact Using Attitude Sur- 


veys / S. Antonio Ruiz-Quintanilla and Donna Blancero 


This study examines employee perceptions of an Open Door Com- 
plaint System from both those who have filed claims and those who 
have not. The sample includes over 4000 employees working in a 
Fortune 100 company. These perceptions are examined through an 
organization-wide employee attitude survey. By analyzing situation 
specific perceptions, their relationship with overall fairness, satis- 
faction, and intent to remain with the organization are examined. 
Results suggest that a positive Open Door incident raises both 
distributive and procedural justice perceptions. In turn, fairness 
perceptions influence satisfaction levels. Finally, results indicate 
that satisfaction has a strong effect on the intent to remain with the 
organization. Implications are discussed for both complaint sys- 
tems and employee opinion surveys. 


Employee Health Insurance Decisions in a Flexible Benefits Envi- 
ronment / Melissa W. Barringer and George T. Milkovich 


This study investigates the factors which influence employees’ 
choices among different health insurance options under a flexible 
benefits plan. Employee-specific selection and demographic data 
provided by the former National Cash Register Company (NCR) 
were used to analyze the effects of employee and plan characteris- 
tics on choice of health care plan. Results suggest that employees’ 
health plan choices are influenced by premium, deductible, and 
coinsurance amounts; and by employees’ age, gender, salary, and 
marital status. The results are considered within an expected utility 
maximization model. Implications for the design of flex plans as 
well as future research and theory are discussed. 


Why Do Employees Keep Choosing the High-Premium Health Care 
Plan? An Investigation of the Financial Consequences and Logic of 
Employee Health Care Plan Selections / Michael C. Sturman, John W. 
Boudreau, and Richard ]. Corcoran 


This article reports on a collaborative effort between the Dannon 
Company and Cornell University’s Center for Advanced Human 
Resource Studies to identify the patterns of employee health care 
choices and the effects of those choices on the actual costs that 
employees incured. The actual decisions of 287 Dannon employees 
were examined and the out-of-pocket costs that they actually in- 
curred in the two years after a second alternative choice was intro- 
duced were calculated. Results of the collaborative effort are pre- 
sented, and implications for health care decisions are discussed. 
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405 The Effect of Human Resource Reputation Signals on Share Prices: 


Due Process for Non-Union Employees: The Influence of System 
Characteristics on Fairness Perceptions / Donna Blancero and Lee 


Dyer 


This article examines fairness perceptions associated with alterna- 
tive dispute resolution systems. Collaborating with seven Center for 
Advanced Human Resource Studies sponsors, data collected from 
450 non-union, non-management employees were analyzed. The 
major finding is that alternative dispute resolution systems that are 
regarded as credible, accessible, and safe (i.e., no retaliation) influ- 
ence perceptions of fairness which, in turn, influence the likelihood 
to use the system. Implications are drawn for practice and research. 


The Benefits and Costs of Training: A Comparison of Formal Com- 
pany Training, Vendor Training, Outside Seminars, and School 
Based Training / Paul Adrian Lengermann 


This article presents estimates of the amount of training received by 
a large sample of United States adults aged 23-35 and uses a more 
sophisticated model than many previous studies to analyze train- 
ing’s impact on earnings. While workers reap substantial benefits 
from training, only a small minority actually receive it. Workers 
generally do not work fewer hours or accept lower wages during 
training, so they apparently bear few training costs. The low inci- 
dence of training may be due to Federal regulations that prevent 
employers from sharing training costs with their employees. Impli- 
cations for managers, employees, and society are discussed. 


Key Competencies for a Transformed Human Resource Organiza- 
tion: Results of a Field Study / Donna Blancero, John Boroski, and 
Lee Dyer 


As human resource organizations transform, staff competency re- 
quirements alter significantly. The question is: To what? The present 
study attempts to answer this question using data gathered within a 
single firm and employing a unique future-oriented, role-focused 
methodology. The results suggest a competency model with three 
parts: A relatively small number of core competencies, an even 
smaller number of leverage competencies applicable to half or more 
(but not all) of the roles, and a much larger number of competencies 
that are role specific. This methodology can be readily replicated in 
an abbreviated form in virtually any organization. 


An Event Study / John M. Hannon and George T. Milkovich 


Using an event study methodology, the authors examine whether 
human resource reputation announcements in the business press 
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(such as companies being cited as the “best for women”) affect the 
share prices of these companies. They find partial support for the 
assertion that favorable HR reputation signals have a positive effect 
on share prices. One signal, being named as a “best company for 
working mothers,” was associated with a positive return around the 
announcement date, indicating that this signal affects estimates of 
the future earnings of the company. Explanations for these signal 
findings and implications for research and practice are discussed. 
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Editor’s Note / Dave Ulrich 


Strategic Restructuring / Gene W. Dalton, Lee Tom Perry, Jonathan C. 
Younger, and W. Norman Smallwood 


Never before has there been so much organizational restructuring, 
in spite of consistently mixed results. This article argues that the 
reason organizational restructuring so often fails to increase pro- 
ductivity and profit is that it is not guided by business strategy. 
While most managers agree that structure should follow strategy, 
few have a process for moving from strategy to restructuring at the 
business level, where most restructuring occurs. This article de- 
scribes what is common to these procedures in a number of busi- 
nesses that have based restructuring decisions on a clear and well- 
understood strategy and discusses the role and responsibilities of 
human resource managers in these efforts. 


Hybrid Organization Structures: A Path to Cost Savings and Cus- 
tomer Responsiveness / Sydney S. Lentz 


In order to cut costs while increasing customer responsiveness, 
some corporations are integrating the competitive features of small 
companies with the resources of large corporations. They are adopt- 
ing a hybrid type of organization by decentralizing decision-making 
to the business units and centralizing administrative functions at 
the corporate level. This article outlines the characteristics of a 
hybrid corporation and describes the role of corporate staffs within 
five corporations that have evolved to a hybrid structure. Some first 
steps on the path to a hybrid structure and corresponding staff 
activities are also described. 
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471 Organization Design for Service Excellence: A Review of the Litera- 
ture / Frank M. Horwitz and Mark A. Neville 


It is commonly accepted that service excellence can enhance the 
competitive advantage of a firm. Two critical success factors in this 
regard are evaluated in this article: First, how best to structure an 
organization in order to provide flexibility in satisfying customer 
needs, and second, how certain human resource practices help 
create and improve customer service. 


Organizational Citizenship Behavior as a Critical Link between 
HRM Practices and Service Quality / Elizabeth Wolfe Morrison 


This article discusses how organizational citizenship behavior 
(OCB) provides a critical link between a firm’s human resouce 
management practices and its level of customer service. It is argued 
that a firm’s overall human resource philosophy, approach to selec- 
tion and socialization, evaluation and reward practices, and use of 
rules and job descriptions will affect the amount of citizenship 
behavior that employees display. In the aggregate, OCB will have a 
positive impact on a firm’s level of service quality. 


Southwest Airlines: A Case Study Linking Employee Needs Satis- 
faction and Organizational Capabilities to Competitive Advan- 
tage / Roger Hallowell 


This article analyzes the sources of Southwest Airlines’ competitive 
advantage using an integrative approach. Economic analysis tools 
are employed to illustrate the roles of commitment and organiza- 
tional capabilities in delivering competitive advantage at South- 
west. A framework is presented illustrating that much of the value 
Southwest generates is 1) created through employee needs satisfac- 
tion, 2) converted to customer and shareholder value via organiza- 
tional capabilities, and 3) captured by the firm as a result of its cost 
advantage and superior service. This three-part framework may be 
applicable to other labor-dependent service organizations. 


Book Review 


Change Management: Guides for the Perplexed—A Review of Four 
Books on Change Management / Reviewed by Joseph M. Ryan 


In search for practical wisdom concerning best current thinking on 
change management, the reviewer has completed a critical and 
fair-minded discussion of four recent books written by seasoned 
practitioners: Real Change Leaders by Jon R. Katzenbach and the RCL 
Team, Taking Charge of Change by Douglas K. Smith, Better Change: 
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Best Practices for Transforming Your Organization by the Price Water- 
house Change Integration Team, and The Paradox Principles, also by 
the Price Waterhouse Change Integration Team. 
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